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111 East 85th Street, New York, New York 10028, teléphone (212) 722-8054

November 20, 1975

STATINTL

1 would like to inform you of a mujor new activity recently develeped end
mdertzlren by my firm. As you know, my primary interesi has becen crinloyes
shtitudes. 1 have, for @ voricty of organizations in Loth the privaute end
rublic sectors, developod methods by which employee morale can bo systemsti-
cally end coutinuously asseszad.

1 bave now significently added to this capability. Ny key, underlying
cencern is the measurement and improvement of orgenimation efTectivonese
tut any siongle dimension of this -~ suelh as employee morale -- is bound

to have shortromings. Idezlly. managewent should be continuously spprised
of a nuber of dimencions of performance end information about these di-
rzousions should be collected in a way that allows them to be anelyzad in
redotion to eadh other. Henagement needs to know, for example, just how

Ion measures of employes morale rclate to "hard" daba on productiviiy.

1wy

We have therefore now designed a system for Total Perfcrmance Measuwement.,
“his system permits tre regsular and simvltanzous ronitoring by manrienent
i all mujor dimensions of orgenization effectivencss. The system cun
contain eny nurber of effectiveness dimensions, bub we have thus “@» found
T Yo be key: objective workforee performonce {uctusl productd 15y nng
« quality), ewployee morcle, end customer satisfactioa (the "eushomary’
cithar interonl or exbeornuzl). Instrumenie to top the tree rwotors

¢ instruments ave zpplicd at regulor pre-determinad 3
lhe reselios enslycea and displeyed so that signifdennl trends -- on oll
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tesal Performinee Measurement provides a portrayel of effectivencss thut io
howmore complete then has been poscible heretolore. Our frogmenie
casatirations oo Led to freguented mescvrement gysboems: dhe Porioanel

Copurtiens cossuets amployee wbtilude surveysy Indeniricl kngincering

3
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coilects profuctivity mensvrcsy Movhob Reecareh studies curlbomy QPRI HE
faction. ‘Those verions efforbs gre oftea carried oul in irsolation from
ome anothar, and where they do interact it is freguzayly with halogonism.
Total Periorrmence Meosvromeunt brings thess disciplines boroiher ju o
Mutuolly reinforeing woy. AlL of the approaches wre ol value ond the
conbribubions of each cin be significently enhanced when they sro trented
in combinstion. When treated in combinabtion, not only is the wictuve ov
current pericrmmnee provided managemont much more complote; o vowerliul
mnchenise hos beenu creshed Lor spobblng tirgebs of poviormince Lrnroyer:
ovportunity. This lalter ia accomplished by systemelically FOGLA T IR
to each otner, for exsmple, by using the “hard" data o debecaine avzes ol
productivity deficiency and the employec attitude information to determin
what employees in those arcas view the causes of the problems to be. I,
has been repeatedly demonstrated that there is no better method for va-
covering the cauges of performuncs difticuleies than to o dirccily Lo

the "performers”: the cmployces themsclves. Total Performance Measurerenl
thus provides a means for systematically tying together the ontpuc oi' &n
orgenization (production, service, ebc.) with its most important ilapub:
people.

The usefulness of relating the measures to each other cea be seen in

yvet eanother way. Often penagement will take action to improve one aspect
of effectiveness, say, productivity, but will have no idea what offects
this might haove oa olher aspects, say, employes morale. A significont
morale proolem might be developing wihich, in the loag run, could cost

the orgenizastion far more than the savings reulized by the productivity
improvements. Through Total Performance Meesurement -- since date axc
provided cn productivity and. morale simultaneously -- such efiects arc
casily detected, and preventative action can be taken while there is still
the time and latitude to do so.

[ED

4e it is importent not to compare Total Performance Measurenent with a

one~-shot stuiy, we install a permanent systcm for the continuous trackinsg,
anelysis and improvement of performance. This means that we bulld for

our clionts =z TPM capability: instrumentation (questionnaires, productivivy
TEaSUres, ete,) tailored to the client's needs, and trained intern:l
personnel. eguippad to run the system and to help management understand

and use its outpuis.

[

The precise features of TPM vary, of course, by organizabion and the ows
of work inst needs to be doue by us also varies greatly. Taius, cusoomror
sasures are imporbant to some orgcninations witile others

)

satisfaction u= :

canoce 1o oo without them. Employee attibudes surveys wre onzoing activitics
in some comomodes and can easily be incorporated dwn TPMp maoy organinaticns,
however, hgve had no survey experience and we must becin from scratch wiih
them. Productivity dato may or may nol be zvailable and in & form vhich mwy
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or moy ncl Lo ouseul, Lterestingly, wo have fouw? thst one of Lhe mocn
Important sevvices we provide elients is the cleaning up end simplifyi.:

of their productivity measvreoncut syslems, I have been mwored ob how
litlle so wmany orgonlzeations Know aboub Lhe productivity of their work-
force. This is due to o vericty of reasons, e.¢., the compony jusc nob
cering &bouvt productivity, or caring so much that an incredible variety

off measures are developed whese ehundance and complexity make thoem wliost
uninterpretuble. Our productivity measures are cinmple output/input reul sy
that not only remove the mystery from this arca of measurement buth alco
allow for eagy avplication tou a large part of the employee population

whose work wus praviously thought to be urmeasursble, N

Cur success thus far with Total Performance Measurement hos been cratiiyins.
Tae success of a technique should not be gavged by its capacity to generszie
reliable and valid data., That is just the starting point. The crucial
success criteria are the uses to which the data sre put oad the eiffects

of suveh uses on actual performance. Encouraging resulbs were achiicved

as early as our initiul, demonstration project conducted in tne U.S.
Government's General Accounting Office. This TP project was begun

about a year age and led, among other changes, to a major restructurins

of the work proccss In a critical GAO function. The effect of the re-
structuring was closely monitored (through TPM "hard" date) and significant
performence improvements werc observed. For exayuple, the time needed tc
precess work in the function was reduecd from 43 to 17 days. The succcss
of the GAO uvnderteking was such that we have since been contracted to
install four edditional TPM systems- at all levels of government: city,
county, state and federal. .

1 am convinced that Total Performence Measurement represents a major
innovation in the assessment, understanding and improvement of orgenization
performance. I you have en interest in the approach, 1 would be most heppy
to provide you with more details end discuss with you its application to

your situation.
Yogs sincerely,
:ﬁ s

David Sirota
President

DS
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Mr. Blake:

Attached is a copy of a letter from David
Sirota, professor at the Wharton School and
president of a small, but expensive consulting
firm that has run attitude surveys for a number
of large U.S. firms. I attended a workshop on
attitude surveys conducted by him last year.
David in this letter is advocating something he
calls Total Performance Measurement. Whether
TPM is the new wave, following upon MBO, I do
not know, but thought you might be interested
in seeing the term.
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